Across the Kaiser Permanente (KP) Colorado Region, innovative groups manage patient care visits differently: At the Baseline Medical Office, a physician assistant manages patients with multiple co-morbidities using population registries. At the Hidden Lake Medical Office, diabetic patients are seen in multistation group visits. At the Aurora Centrepoint Office, a team uses multistation group visits to care for the elderly. Another group in this office is utilizing different visit types (Internet, group, RN, mid-level, etc) to manage patient demand stream in a joint effort with the call center. At the Complementary Medicine Center, mind-body medicine techniques are utilized with selected patients with chronic conditions. All of these teams are attempting to streamline care, improve quality and service, and impact affordability. All are receiving support from the Innovation Support Team in Colorado.
Why an Innovation Support Team? Why now?
A "perfect storm" looms: 46 million uninsured Americans, steadily rising health care costs, and the baby boom generation approaching retirement. In 2004, Jack Cochran, MD, Executive Medical Director of the Colorado Permanente Medical Group, and Chris Binkley, then President of Kaiser Foundation Health Plan of Colorado issued a charge: address the crisis of affordability through the vehicle of innovation. An infrastructure was developed to "help cultivate the spirit of innovation so that anyone in our organization can effect change that will lead to improved care, member loyalty, and affordability." As part of this infrastructure, KP Colorado developed a Knowledge Management Team ("K-Team") ( Table 1) and an Innovation Support Team ("ITeam") ( Table 2) .
Innovation isn't new in the KP Colorado Region. As in other regions, KP Colorado is innovating in patient care; however, the efforts have been random and "on the margins" of the day-to-day exigencies of patient care in an expensive, traditional, inefficient, "one-clinician one-exam room one-patient oneappointment" model. Many in KP Colorado have been reluctant to try new ways of care delivery for fear of failure. Even when successful, new ideas were seldom disseminated, resulting in duplicating efforts and mistakes in implementation.
K-Team
Knowledge Management is a significant aspect of innovation. In Colorado, there is an important Intranet-based communication hub: "kpcolorado.net"; decision-support capabilities of HealthConnect; and resources available on the KP Clinical Library. However, computerbased archives alone are insufficient for spreading knowledge. The charge of K-Team is to link organizational "creators" and "disseminators" of knowledge, and build on central repositories to facilitate "just-in-time" knowledge sharing so that individuals in the organization can connect with each other to 
I-Team
Throughout the Region, the ITeam supports teams who wish to create new models of care. Five physicians and six Health Plan employees (4.5 FTE, total) bring a wide range of skills to the team while continuing to work in their other roles in the organization.
There are mechanisms for local teams to request support from the I-Team, and a grid to help evaluate the expected impact of proposed projects. In order to receive I-Team support, proposed projects must be aligned with strategic priorities of KP Colorado and address affordability (short-term or long-term). Using a range of creativity tools, the I-Team helps teams consider a range of possibilities, instead of "jumping from problem to solution to roll-out": measure current status; develop specific, measurable, important goals; seek sponsorship; divide the project into individual hypotheses that can be tested quickly using concepts of rapid cycle change; learn from each rapid cycle; and document the learnings (Figure 1 ). I-Teams are connected to operations to assist in the diffusion of successful innovations. Along with senior leadership, the ITeam is trying to "change conversations in our culture" by lessening the fear of failing, to allow people and teams to fail early and fail fast, to succeed fast ( Figure 2 ).
Learnings from the Past Year
• Up-front team sponsorship from operations is critical, as well as continued dialogue with sponsors throughout the project. In addition to helping teams break down barriers to innovation, operations leaders will ultimately be responsible for continuing and propagating new, successful practices. Conversely, lack of up-front sponsorship and continued sponsor dialogue can undermine a project. We have had several projects put on hold after discussions revealed that sponsors would be unlikely to disseminate an idea, even if successful.
• It has taken longer than anticipated for teams to clearly define the problem and set appropriate, specific measures of Figure 1 . Innovation framework.
… the I-Team
is trying to "change conversations in our culture" … to allow people and teams to fail early and fail fast, to succeed fast.
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Innovation in the Kaiser Permanente Colorado Region: Where We've Been, Where We Are Going success. As an example, the Aurora Centerpoint team moved from the problem of "managing appointment demand" to managing the flow of messages, differentiating between messages that could be handled up-front at the Call Center and messages from members that could be handled at the facility level with advice, or a number of different appointment options. Their measures of success include patient satisfaction, percentage of messages resolved on the initial call, provider and staff satisfaction, in-person visits/1000 members, number of group visits, number of "e-visits," and changes in daily call volume.
• Fear of failure is decreasing. A number of teams are innovating and sharing learnings with others. As more teams identify ideas and patient populations, a clear problem definition and clear metrics will help them in the development and rapid testing of new models of care. Given permission to try (and to fail), time, project support, rigorous metrics and available data, new models can be developed that will improve the value of care for KP Colorado patients, members, and employer groups and that will create a dynamic, fulfilling, sustainable career for physicians and staff. ❖
